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February 10, 2015

Dr. Jesse B. Register
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2601 Bransford Avenue

Nashville, Tennessee 37204

Dr. Register,

| am releasing the Organizational and Performance Audit of Metropolitan Nashville Public Schools for
your review and consideration. The report satisfies our primary requested deliverable as contracted
with McConnell Jones Lanier & Murphy LLP. We stand ready to coordinate upcoming presentation of the
report’s highlights to members of the Metropolitan Nashville Council, Metropolitan Nashville Public
Schools Board of Education, and other interested parties.

Readers of the report should be cautioned that recommendations made in this report require careful
consideration and, often, further analysis by management before determining the best course of action.
In cases of consolidation, outsourcing, and privatization, management must team with outside parties to
forge cooperative agreements that will provide lasting benefits.

As noted by your management responses, a number of the 129 report recommendations have been
partially or completely implemented, thus demonstrating that the audit is already producing results.
Thank you for the concerted effort provided by your staff throughout this audit process.

Sincerely,

Nkl bane

Mark S. Swann

Enclosure

cc: Mayor Karl Dean
Members of Metropolitan Nashville Council
Members of Metropolitan Nashville Public Schools Board of Education
Members of Metropolitan Nashville Audit Committee


mswann
MSS


Q@Y McConni Jons Lanier g Murery e

February 10, 2015

Mr. Mark Swann

Metropolitan Auditor

Metropolitan Nashville Government
Office of Internal Audit

222 3" Avenue North, Suite 401
Nashville, TN 37201

Dear Mr. Swann:

McConnell Jones Lanier & Murphy LLP is pleased to present the final report for the Organizational and
Performance Audit of Metropolitan Nashville Public Schools (the School System). We conducted the
Organizational and Performance Audit in accordance with the professional services contract between our
firm and the Metropolitan Nashville Government executed January 22, 2014.

The objectives of the audit were to assess the School System’s major operations; review its program
initiatives and evaluation methods; analyze educational spending; document instances of fraud discovered
during the project (if any); and deliver draft and final reports of observations, including recommendations
for improvement and fiscal impacts.

To achieve the engagement objectives, we conducted this audit in accordance with generally accepted
government auditing standards. Accordingly, we reviewed background information to obtain an overall
perspective of the School System’s organizational structure, educational programs, and operations. We
also conducted interviews, performed process walk-throughs and observations, analyzed data, deployed
and tabulated surveys, and conducted a search for best practices against which we assessed the School
System’s overall operations.

Our review identified 129 recommendations to improve operations and business practices. In addition, we
identified a net investment requirement of $(272,463) over five years from 2015-2016 through 2019-2020.
Potential outsourcing opportunities in the child nutrition, facilities, energy management, and
transportation areas could yield potential savings of $54,129,373 over the five-year period.

We are grateful for the cooperation of the School System’s board, executive leadership team,
departmental personnel, principals, teachers, and support staff who assisted us throughout the project.
Without their cooperation and support, it would not have been possible to complete the project
successfully. We are especially grateful for the leadership demonstrated throughout this engagement by
Mark Swann, Metropolitan Auditor and the internal audit staff, Dr. Jesse Register, Director of Schools, and
Chris Henson, Chief Financial Officer of the School System and the project liaison for this effort.

McConnell Jones Lanier & Murphy LLP genuinely appreciates the opportunity to have served Metropolitan
Nashville Government and Metropolitan Nashville Public Schools.

Very truly yours,—

2%

Sharon E. Murphy
Engagenent Part ner

4828 Loop Central Drive ¢ Ste. 1000 ¢ Houston, TX 77081 ¢ PH: 713.968.1600 ¢ FAX: 713.968.1601 ¢ www.mjlm.com
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PUBLIC SCHOOLS

o 2601 Bransford Ave. - Nashville, TN 37204

February 2, 2015

Mark Swann

Metropolitan Auditor

Office of Internal Audit

222 3 Avenue North, Suite 401
Nashville, TN 37201

Dear Mr. Swann:

This letter acknowledges Metropolitan Nashville Public Schools (MNPS) has received
the final Audit Report conducted by McConnell jones Lanier & Murphy LLP. MNPS has
evaluated the observations and the recommendations in the report and our
management response is attached.

MNPS would like to express appreciation for the assistance and cooperation of you
and your staff throughout this process. Any recommendation for improvements that
Metro Schools can consider to increase effectiveness and efficiency in our operations
and service to students and the cbmmunity is always welcome.

Sincerely,

Jesse Register, Ed.D.
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EXECUTIVE SUMMARY

EXECUTIVE SUMMARY

McConnell Jones Lanier & Murphy LLP is pleased to present our final report of the review of the
Metropolitan Nashville Public Schools (the School System). On January 22, 2014, Metropolitan Nashville
Government engaged McConnell Jones Lanier & Murphy LLP (the review team) to conduct an Operational
and Performance Audit of the School System. The objectives of the engagement were to assess the School
System’s major operations; review its program initiatives and evaluation methods; analyze educational
spending; document instances of fraud discovered during the project, if any, and issue draft and final
reports of observations including recommendations for improvement and financial impacts.

We conducted this performance audit in accordance with generally accepted government auditing
standards. Those standards require that we plan and perform the audit to obtain sufficient, appropriate
evidence to provide a reasonable basis for our findings and conclusions based on our audit objectives. We
believe that the evidence obtained provides a reasonable basis for our observations and conclusions based
on our audit objectives.

Metropolitan Nashville Public Schools has received the final report and has evaluated the observations and
recommendations. The School System’s management responses have been included at the end of each
chapter in the report.

BACKGROUND

Metropolitan Nashville Public Schools (the School System), officially formed in 1963 with the consolidation
of the City of Nashville and Davidson County Schools, is one of 65 departments in the Metropolitan
Nashville Government. The Metropolitan Nashville Council, which consists of 40 council members and the
mayor of Nashville, performs the primary governance and administrative functions for the Metropolitan
Nashville Government. The Metropolitan Nashville Council is the legislative authority that authorizes and
approves the School System’s operating and capital budgets, as the board of education (the board) has no
taxing authority.

The School System encompasses a 533 square mile area and is the second largest school system in the state
of Tennessee, and the 42nd largest school system in the United States, with 82,863 students in 157 schools;
6,326 teachers and certified staff; and 3,795 support staff. The School System has an ethnically diverse
student population, which is 45 percent African American; 32 percent Anglo; 19 percent Hispanic, and 4
percent Asian. Its student population also includes 22,291 English Learners and 55,076 economically
disadvantaged students.

A nine-member elected board of education governs the School System and appoints the director of schools
who manages the School System’s day-to-day operations and administration. The School System’s
amended operating budget for 2013—-2014 totaled $746,420,300, and its capital budget totaled
$95,042,000. Exhibit ES-1 provides a profile of the School System for 2012-2013 and 2013-2014.
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Exhibit ES-1
School System Profile

2012-2013 2013-2014

Governance and Enrollment:

Number of Board Members 9 9
Student Enroliment 81,033 82,863
Number of Schools 153 157

Student Ethnicity:

African American 45.8% 45.0%
Anglo 35.3% 32.0%
Hispanic 16.6% 19.0%
Other 2.3% 4.0%
Economically Disadvantaged Students 69% 66%

Certificated Staff:

Certificated Teachers 5,333 5,167
Principals/Assistant Principals 285 289
Coordinators Directors 94 87
Guidance Counselors 246 241
Coaches/Specialists 344 310
Librarians 132 131
Social Workers/Psychologists 105 101
Financial Information:
General Purpose Fund $720,420,300 $746,420,300
Debt Service Fund 50,073,400 69,624,400
Nutritional Services Fund 38,748,800 42,058,900
Federal, State, and Local Grants 96,272,000 84,598,000
School Self-Insurance Fund 1,554,400 1,326,000
Schools Central Storeroom 612,500 650,000
Professional Employee Insurance Fund 90,000,200 104,073,300
Total Budgeted Expenditures $997,681,600 $1,048,750,900
Total Capital Budget $97,000,000 $95,042,000
General Purpose Expenditures per Pupil $8,890 $9,008
Total Expenditures Pupil $12,312 $12,656

Source: Metropolitan Nashville Public Schools 2012-13 Facts and 2013-14 Facts and 2013-2014 Budget Book.
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SCOPE AND METHODOLOGY

The following areas were reviewed in accordance with the scope of work:
1. district organization and management;
educational service delivery;
impact of charter schools on Metropolitan Nashville Public Schools;
human capital;

financial management;

nutrition services;

2

3

4

5

6. facilities;
7

8. transportation;
9

safety and security;
10. technology management;
11. analysis of educational spending; and

12. performance accountability systems.

Upon contract execution, the review team prepared and presented the School System with a
comprehensive list of requested data by operational area. Review team members analyzed the data prior to
the onsite visit, which began the week of January 27, 2014. The first onsite activity was a visioning session
held with the director of schools and the School System executive leadership team. The purpose of the
visioning session was to obtain an understanding of the School System’s strengths, weaknesses,
opportunities, and threats. Information from the visioning session, combined with results of our preliminary
data analysis, provided the context for conducting interviews and focus groups with board members,
administrators, and other school employees.

The review team conducted interviews, collected data, and implemented verification/validation activities at
School System facilities during an eight-week period from January 27, 2014 through March 20, 2014. We
implemented a plan to visit approximately 40 percent of the schools including a sample of charter schools.
School visits were a critical component of our project approach because they allowed team members to see
first-hand how the School System’s administrative and operational functions support campus needs.

During school visits, review team members used data collection, observation, and interview guides. School
visits provided an opportunity for the review team to identify potential issues impacting management and
operations that may not have been evident in results from surveys, focus groups, community meetings, and
data analysis. The review team collected data for this project through multiple sources, including:

e interviews with the director of schools, executive leadership team, division directors, and key staff;
e interviews with board members;

e individual and group interviews with program directors, coordinators, teachers, and staff;
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e online surveys of principals, teachers, central administration, school resource officers and other
Metropolitan Nashville Public Schools’ staff;

e visits to a sample of 60 facilities and interviews with administrators and staff;
e acommunity forum;
e peer district surveys; and
e document review.
The review team used survey results to provide context and perspective to our analyses and in some

instances to support and corroborate observations. Peer district survey responses served as benchmarks
against which to measure and compare School System operations.

The review team conducted a community open house meeting on February 18, 2014 to provide the public
with an opportunity to offer their opinions on how the School System was doing. A centralized location was
selected to accommodate the School System’s geographic area. Team leaders were present to personally
address questions about specific focus areas of the review.

During our review, we also examined exemplary practices and accomplishments. While the primary focus of
the review was to identify opportunities for improvement, we also sought out and highlighted areas where
the district is doing well. Areas where the district is performing exceptionally well are documented in the
report as accomplishments.

The review team identified best practices for each of the areas assessed. During our evaluation, we
determined whether the operation under review was meeting or not meeting the best practice standard.
Unmet best practices became the driver of many of the observations in the report.

The following sections provide an overview of the key statistics, observations, and recommendations for
each area of the School System reviewed during the engagement.

OVERVIEW BY CHAPTER

Chapter 1 - District Organization and Management

Effective organization and management of a school system requires cooperation and communication
between elected members of the board, the superintendent and staff, and the governmental entity
responsible for providing funding support. The evaluation of the organization and management of the
School System involved the following functional areas:

e governance;

e planning;

e district management;
e school management;

e performance accountability systems;
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e communication; and
e community involvement.
The review team identified 33 best practices against which to evaluate the organization and management

of the School System. Exhibit ES-2 provides an overview of our evaluation of whether such best practices
were met as well as other statistics.

Exhibit ES-2
District Organization and Management Summary

Five-year Savings/
Number Best Best (Investment) based

of Best Practices Practices Percent Number of Number of Number of on
Practices Met Not Met Met Accomplishments Observations Recommendations Recommendations

33 23 9 72% 12 20 22 $4,959,200

Some of the key highlights in the District Organization and Management chapter include the following:

e The School System is directed by a skilled leader who is well respected by the board and
stakeholders within and outside the School System. In addition, the School System has adopted a
best-in-class “hands-off” governance model in which the board sets broad policy parameters,
allows the director of schools to freely operate within those parameters, and holds the director of
schools accountable for results.

e A broad range of comprehensive academic and social support programs administered by the Family
and Community Partnerships Department enable students and families to overcome personal
challenges, thereby enhancing student achievement and personal success.

e The School System has an opportunity to reduce school administrative costs by periodically
evaluating its assistant principal staffing allocations.

e Completing the design of a performance dashboard would enable the school board to effectively
monitor initiatives to improve student achievement and operational performance included in
Education 2018: Excellence for Every Student, the School System’s five-year strategic plan.

e The School System’s internal communications plan would be more effective if it included strategies
and tactics to communicate key messages, initiatives, and directives from executive leadership
team meetings to employees throughout the system.

e Adopting a system-wide coupon book sale fundraiser could provide $1,000,000 in additional
revenue on an annual basis that could be used on projects targeted toward improving student
academic performance.
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Chapter 2 - Educational Service Delivery

The School System serves students from pre-school through Grade 12 in a variety of grade configurations
and offers a variety of academic programs plus a large number of extracurricular and athletic programs.
Twenty traditional schools—seven at the elementary level, eight at the middle level, and five at the high
school level—also have magnet school programs. Academic program offerings include multiple Advanced
Placement courses and an International Baccalaureate Programme; ninth grade and theme-based
academies at all 12 zoned high schools; and charter, magnet, specialty, and optional enroliment schools at
all levels.

The review team identified 18 best practices against which to evaluate educational service delivery. Exhibit
ES-3 provides an overview of our evaluation of whether such best practices were met as well as other
statistics.

Exhibit ES-3
Educational Service Delivery Summary

Five-year Savings/
Number Best Best (Investment) based

of Best Practices Practices Percent Number of Number of Number of on
Practices Met Not Met Met Accomplishments Observations Recommendations Recommendations

18 10 8 56% 10 9 9 (5760,671)

Some of the key highlights in the Educational Service Delivery Chapter include the following:

e The School System is expanding the capacity of its Pre-K program in 2014-2015 from 2,516 to 2,838
students by repurposing two PreK-4 campuses to Model Pre-K Learning Centers and adding
capacity through a partnership with an existing community center that will focus on early math
skills, language development, multicultural development, and intense staff development
programming.

e The School System has developed an innovative process for determining the extent to which each
campus is providing a high-quality education for students.

e The Career Technical Education program offers courses in a wide range of high-skill/wage/demand
occupations and is supported by extensive business participation and university partnerships.

e The School System has begun a number of research-based initiatives designed to improve learning
opportunities for students but has not yet realized the desired levels of success.

e Implementing proven behavior management strategies will improve overall discipline. It will also
reduce racial disparities in discipline and in disproportional assignments to alternative learning
centers.

e Continued development and improvement of support structure, staff, curriculum, and instructional
strategies will increase the language proficiency and academic preparedness of English language
learners.

vi
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Chapter 3 - Impact of Charter Schools on Metropolitan Nashville Public Schools

Charter schools were conceived in the early 1990s as a new type of public school that would be free from
many laws and administrative mandates imposed on traditional public schools. They were conceived as
incubators for innovation, benefitting the public education enterprise as a whole through their example as
well as benefitting the students they served. They are seen by some as a means to respond to the
difficulties faced by low-performing public schools, particularly those in urban areas. They have more
flexibility to respond to the particular needs of struggling students yet still be held accountable for
performance at expected levels.

The review team did not identify any charter school best practices since the purpose of this chapter was
primarily informational. Exhibit ES-4 provides an overview of other chapter details.

Exhibit ES-4
Impact of Charter Schools on Metropolitan Nashville Public Schools Summary

Five-year Savings/
Number Best Best (Investment) based

of Best Practices Practices Percent Number of Number of Number of on
Practices Met Not Met Met Accomplishments Observations Recommendations Recommendations

0 N/A N/A N/A 0 4 5 $0

Some of the key highlights in the Impact of Charter Schools chapter include the following:
e Charter school enrollment has grown dramatically since the first charter was opened in 2003.

e High performing charter schools offer an opportunity for the School System to improve the
academic performance of its students. Therefore, there is a demand in the community to expand
alternatives to persistently low performing traditional schools.

e Financial resources must be repurposed when a student transfers from the School System to a
charter school.

e The School System requires a means of capturing and recovering indirect and administrative costs
associated with charter schools.

e Better communication, coordination of services, and information sharing would enable the School
System and charter schools to optimize educational resources.

Chapter 4 - Human Capital

The School System must offer competitive compensation, benefits, and career path opportunities to attract
and retain the best employees. School systems must also have written disciplinary procedures in place
when employees do not meet expectations or follow established policies and procedures. Accordingly, the
purpose of the human capital function is to provide services that support recruiting, employing, retaining,
and developing faculty and staff.

The review team identified 17 best practices against which to evaluate the human capital function. Exhibit
ES-5 provides an overview of our evaluation of whether such best practices were met as well as other
statistics.

vii
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Exhibit ES-5
Human Capital Summary

Five-year Savings/
Number Best Best (Investment) based

of Best Practices Practices Percent Number of Number of Number of on
Practices Met Not Met Met Accomplishments Observations Recommendations Recommendations
17 12 5 71% 3 5 12 SO

Some of the key highlights in the Human Capital chapter include the following:

e The School System has many innovative practices to help attract and recruit qualified staff.
Additionally, they maintain a pool of qualified applicants to facilitate the hiring process when a
vacancy occurs.

e The School System offers their educators higher salaries than the surrounding school systems.
When measured against surrounding school systems in 13 teacher and academic salary categories
tracked by the state, the School System ranks among the top ten school systems in 9 of the 13
categories.

e The School System's Human Capital Services Department is not structured and functioning
optimally to support human capital needs and should alignh employee activities within the
department to report to the appropriate function leader.

e The School System has experienced high teacher turnover rates over the past three school years
and should develop a plan to stabilize teacher retention.

e The division of employee benefit plans between Metropolitan Nashville Government for non-
certificated (support) staff and the School System for certificated (teaching) staff causes higher cost
to the School System and creates an atmosphere of inequity among employees.

Chapter 5 - Financial Management

Sound financial management enables the School System to meet the challenge of satisfying the dual
demands of educating the community’s children while balancing financial resources. The primary source of
funding is through the Tennessee Department of Education. The Tennessee Department of Education
appropriates funds for K-12 education through the Basic Education Program funding formula, which
provides a per student allotment to the School System. The funds generated by the Basic Education
Program are what the state has defined as sufficient to provide a basic level of education for Tennessee
students. This basic level of funding includes both a state and local share of the Basic Education Program.

The total 2013-2014 revenue budget is projected to be $734,420,300, which includes $12,000,000 in fund
balance. Of the $734,420,300, excluding fund balance, property tax revenues of $285,203,000 comprise
nearly 39 percent followed by state and other government revenues of $256,191,700, which comprises 35
percent. Basic Education Program revenue is $252,545,000 for 2013-2014. Local option sales taxes for
2013-2014 are projected to be nearly 25 percent of the revenue budget, or $181,737,500.

viii
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The review team identified 22 best practices against which to evaluate the financial management of the
School System. Exhibit ES-6 provides an overview of our evaluation of whether such best practices were
met as well as other statistics.

Exhibit ES-6
Financial Management Summary

Five-year Savings/
Number Best Best (Investment) based

of Best Practices Practices Percent Number of Number of Number of on
Practices Met Not Met Met Accomplishments Observations Recommendations Recommendations

22 16 6 72% 2 9 10 $25,000

Some of the key highlights in the Financial Management chapter include the following:

e The School System's use of Metropolitan Nashville Government's online eBid system is an effective
and profitable means of selling surplus property.

e For the past five years, the School System has received the Association of School Business Officials
International Meritorious Budget Award for excellence in budget presentation.

e Risk-based audit approaches would optimize internal school fund audit resources and schedules
while adding audit outcomes to principal evaluations would enhance the value and importance of
school fund audits.

e Prepaid business credit cards offer a more efficient means of distributing Basic Education Program
funds to teachers to purchase supplies.

e Configuring the Web Requisition system for use by charter schools would enhance their
procurement process by enabling them to initiate electronic purchase orders.

Chapter 6 - Facilities

Effective facilities use and management processes consider the educational program needs, type, age, and
configuration of owned, leased, and operated facilities. Effective processes enable school districts to plan,
finance, and implement changes.

The School System maintains 2,000 acres and 200 buildings with more than 14,000,000 square feet of
indoor space, including more than 5,000 classrooms. The value of land, buildings, equipment, and
improvements total more than $779,000,000. During 2013—-2014, the School System’s 157 campuses:

e elementary (grades PK-4) — 73;
e middle (grades 5-8) — 33;

e high (grades 9-12) — 25;

e alternative —4;

e exceptional education —4; and

e charter schools — 18.
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The review team identified 24 best practices against which to evaluate the facilities management function
of the School System. Exhibit ES-7 provides an overview of our evaluation of whether such best practices
were met as well as other statistics.
Exhibit ES-7
Facilities Summary

Five-year Savings/

Number Best Best (Investment) based

of Best Practices Practices Percent Number of Number of Number of on
Practices Met Not Met Met Accomplishments Observations Recommendations Recommendations
24 14 10 58% 3 10 11 *$3,439,292
**$28,784,712

*Based on recommendations.
** With outsourcing in year two.

Some of the key highlights in the Facilities Management chapter include the following:

e A comprehensive facility master plan and a deferred maintenance plan will provide strategic
direction for prioritizing and funding future projects.

e The implementation of a comprehensive plan to optimize facility utilization in all clusters will
reduce the number of overcrowded and underutilized schools.

e The absence of a staff allocation model contributes to ineffective distribution of workloads and
lower productivity.

e Maintenance can further improve efficiency and productivity by moving to a five geographic zone
approach to deploy staff to work sites.

e Hiring an in-house energy manager to coordinate energy management programs and continuously
evaluate energy use would help to reduce costs.

e By implementing an energy conservation program, the School System can potentially save an
estimated $973,818 annually.

e Estimates from a national facilities management outsource provider suggest that the School System
could potentially save an average of $1,698,582 annually, beginning in 2016-2017, if the
department was outsourced.

e Estimates from a national facilities management outsource provider suggest that the School System
could potentially save an average of $5,520,395 annually, beginning in 2016-2017, if the energy
management program was outsourced.

Chapter 7 - Nutrition Services

School district food service operations, also known as Child Nutrition Services, must comply with a variety
of federal and state regulations and local board policy. The United States Congress directed the National
School Lunch Program in 1946 to “safeguard the health and well-being of the nation’s children and to
encourage the domestic consumption of nutritional agricultural products.” Districts that participate in the
National School Lunch Program and School Breakfast Program must serve meals that meet federal
guidelines for nutritional value and offer free or reduced-price meals to eligible students.
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The School System’s Nutrition Services Department serves breakfast and lunch meals to more than 82,000
students. In 2012-13, the program served over 4,200,000 breakfasts and almost 8,400,000 lunches to
students at these schools. Approximately 75 percent of students enrolled in the schools are eligible to
receive free or reduced-priced breakfast and lunch meals through federal reimbursements from the United
States Department of Agriculture Child Nutrition Program.

The review team identified eight best practices against which to evaluate the food services function of the
School System. Exhibit ES-7 provides an overview of our evaluation of whether such best practices were
met as well as other statistics.
Exhibit ES-7
Nutrition Services Summary

Five-year Savings/
Number Best Best (Investment) based

of Best Practices Practices Percent Number of Number of Number of on
Practices Met Not Met Met Accomplishments Observations Recommendations Recommendations

8 3 5 38% 5 6 12 *$1,947,965
**58,955,461

*Based on recommendations.
** With outsourcing in year two.

Some of the key highlights in the Nutrition Services chapter include the following:

e With a fund balance of $14,353,519, or 38 percent of annual operating expenditures, the Nutrition
Services Department has sufficient fund reserves for continued self-sustained operations.

e The School System's food costs, as a percentage of total revenue, are well below peer districts.

e The director of Nutrition Services and nutrition education and training coordinator have worked in
cooperation with local advocacy groups, such as the Alignment Nashville Nutrition Committee, to
serve healthier and more nutritious meals in the School System.

e Nutrition Services' current payroll costs are 52 percent of revenues and therefore should reduce
payroll costs by 10 percentage points of 2012-2013 departmental total payroll expenses over the
next five years. By reducing labor costs, Nutrition Services has an opportunity to achieve $389,593
per year in annual cost savings, beginning in 2015-2016.

e Estimates from a national food service outsource provider suggest that the School System could
potentially save an average of $2,141,467 annually, beginning in 2016-2017, if food service
operations were outsourced.

Chapter 8 - Transportation

The School System’s Transportation Department operates its own fleet of school buses providing
transportation to over 51,000 eligible pre-kindergarten through twelfth grade students daily. There are a
total of 682 school buses in the fleet of which 653 are active. Of the 653 active school buses there are 202
buses that transport students with special needs. The School System also uses the services of the
Metropolitan Transportation Authority for the transportation of students in systemwide programs including
magnet schools. The Transportation Department is instrumental in the School System’s vision to “build and
sustain effective and efficient systems to support finances, operations, and the academic and personal
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growth of students”. The Transportation Department fulfills this vision by providing safe, on-time, and
efficient services busing students to and from school as well as athletic and co-curricular trips.

The review team identified 16 best practices against which to evaluate the transportation function of the
School System. Exhibit ES-8 provides an overview of our evaluation of whether such best practices were
met as well as other statistics.

Exhibit ES-8
Transportation Summary

Five-year Savings/

Number Best Best (Investment) based

of Best Practices Practices Percent Number of Number of Number of on
Practices Met Not Met Met Accomplishments Observations Recommendations Recommendations
16 9 7 56% 7 13 16 *(514,543,404)
**516,389,200

*Based on recommendations.
** With outsourcing in year two.

Some of the key highlights in the Transportation chapter include the following:

e The Transportation Dispatch Center provides excellent customer service and routing support
information.

e Changes to maintenance practices have had a positive and substantial impact on the department’s
ability to provide on-time service.

e Transportation and maintenance operations are understaffed.

e Improvements in information technology are necessary to increase the efficiency and effectiveness
of fleet maintenance services.

e Asignificant backlog of fleet replacement has accumulated and must be addressed.

e Exceptional education transportation costs are significantly above norms due to the legal
requirements of an ongoing consent decree.

e Estimates from a national student transportation outsource provider suggest that the School
System could potentially save $4,097,300 annually and avoid investment costs of $3,200,000 on an
annual basis associated with school bus and white fleet replacement over the next five years if
outsourcing student transportation is implemented.

Chapter 9 - Safety and Security

The School System must provide a safe and secure learning environment for students to excel academically.
Components of effective safety security programs include policies, procedures, and programs to address
crisis contingencies, student discipline, and facility safety. The mission of the School System’s Office of
School Security is to provide professional services that support and promote a safe and secure educational
environment.
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The School System has 26 school security staff including a director, operations manager, field manager, 2
lead security officers, 17 security officers, 2 dispatchers, 1 account clerk, and 1 secretary. In addition to the
school security staff and school resource officers, there are 107 campus support staff (campus supervisors)
to assist campus administration. There are 98 campus supervisors assigned to the middle and high schools,
5 assigned to three alternative learning centers, and 4 assigned to academies.

The review team identified five best practices against which to evaluate the safety and security function of
the School System. Exhibit ES-9 provides an overview of our evaluation of whether such best practices were
met as well as other statistics.

Exhibit ES-9
Safety and Security Summary

Five-year Savings/
Number Best Best (Investment) based

of Best Practices Practices Percent Number of Number of Number of on
Practices Met Not Met Met Accomplishments Observations Recommendations Recommendations
5 1 4 20% 1 12 14 $5,395,895

The Safety and Security chapter was communicated to the School System’s executive management in a
confidential report version.

Chapter 10 - Technology Management

The technology management function affects the operational, instructional, and financial functions of the
School System. Technology management consists of planning and budgeting, technical infrastructures,
application support, purchasing, and inventory control. To manage technology typically requires staff
dedicated to administrative and instructional technology responsibilities.

The School System’s administrative technology is handled by the Technology and Information Services
Department and instructional technology is handled by the Learning Technology and Library Services
Department.

The review team identified 10 best practices against which to evaluate the technology function of the
School System. Exhibit ES-10 provides an overview of our evaluation of whether such best practices were
met as well as other statistics.

Exhibit ES-10
Technology Management Summary

Five-year Savings/
Number Best Best (Investment) based

of Best Practices Practices Percent Number of Number of Number of on
Practices Met Not Met Met Accomplishments Observations Recommendations Recommendations
10 3 7 30% 3 8 16 ($735,740)

Some of the key highlights in the Technology Management chapter include the following:
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The School System has a comprehensive data warehouse that provides pertinent student
information that is consistent and accessible throughout the School System.

The School System has a state-of-the-art professional development facility to provide a convenient
and central location for instructional technology training.

A methodology or formalized process would help determine the technical staff required to provide
adequate and equitable support to the schools.

A long-range technology plan that incorporates a hardware replacement strategy could more
effectively drive district wide technology initiatives and technology infrastructure upgrades.

Appointment of an information security officer would provide the expertise required to develop
and manage technology security and risk strategies.

Chapter 11 - Analysis of Educational Spending

The objectives of this chapter were to use the School System’s expenditure data from 2012-2013 to analyze
the School System’s total and school-level expenditures. Since expenditure analysis was the objective of
this chapter, no best practices, accomplishment, observations, recommendations, or fiscal impacts were
noted. Instead, the chapter is designed to answer questions regarding educational spending. The following
list provides examples of some of the questions and is not all-inclusive.

1.
2.

How much money does the School System spend and for what purposes?
For what activities and purposes are direct and indirect expenditures being spent?

How much is spent in the classroom per student and in total for elementary, middle, and high
schools?

What is the cost per student for each cluster?

Do schools with higher percentages of minority students spend more, less, or the same per student
as schools with higher majority student populations?

The following highlights of the chapter answer specific questions about how the School System spends its
resources.

Students, employees, and facilities are the chief drivers of educational spending.
Sixty-two cents of each dollar the School System spends is for general purpose spending.
Seventy-two cents of every general purpose dollar goes towards instruction.

Sixty-five cents of every general purpose dollar is spent directly at the school level.

The School System spends a total of $14,747 per student overall and spends $5,870 per student
directly at the school level, not including specialty schools.

The Maplewood cluster spends the most per student while the Cane Ridge cluster spends the least.

Schools with higher percentages of students eligible for free and reduced lunch tend to spend more
per student.
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e Four of the five clusters with the highest cost per student have a majority of African-American
students. One of the five has a majority of Caucasian students.

e The School System tends to invest more General Fund Purpose dollars in the poorest and lowest
academically performing schools.

Chapter 12 - Performance Accountability Systems

Performance accountability is measuring and reporting the results of educational programs and
administrative/operational functions, and support services based on the School System’s clearly stated
goals, objectives, and measurable outcomes. The board and director of schools can use these measurable
outcomes to develop, monitor, and enforce expectations for staff performance. An effective performance
accountability system integrates planning and budgeting, along with reviewing, evaluating and reporting
results used to improve the performance of programs, operations, and cost efficiency.

The review team identified two best practices against which to evaluate performance accountability
systems within the School System. Exhibit ES-11 provides an overview of our evaluation of whether such
best practices were met as well as other statistics.

Exhibit ES-11
Performance Accountability Systems Summary

Five-year Savings/
Number Best Best (Investment) based

of Best Practices Practices Percent Number of Number of Number of on
Practices Met Not Met Met Accomplishments Observations Recommendations Recommendations

2 0 2 0% 0 2 2 S0

Some of the key highlights in the Performance Accountability Systems Chapter include the following:

e Performance measurement promotes accountability and provides a conceptual framework for
monitoring and managing School System operations.

e The School System is implementing a detailed educational and academic performance
accountability system tied to its five-year strategic plan, Education 2018: Excellence for Every
Student.

e The School System’s performance accountability system is designed around its “Coherence
Framework,” which is aligned with student and system wide performance goals, objectives, and
strategies.

e While the School System has planned a comprehensive performance accountability framework, it
needs to do a better job of evaluating educational programs.

e The School System is a member of the Council of Great City Schools and has access to some of the
Council’s key performance indicators to analyze and manage operations.

e The School System should develop a formal performance accountability system to better manage
and oversee administrative and operational functions on a monthly basis.
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Summary of Fiscal Impacts

e The review team identified a potential net investment of ($272,463) over the next five years (2015-
2016 through 2019-2020 if the recommendations in this report are implemented. This amount
consists of ($18,959,021) of investments and $18,686,558 of savings.

e If Nutrition, Transportation, Facilities, and Energy Management operations are outsourced in year
two, the potential savings for these functions only are estimated to be $54,129,373.

Exhibit ES-12 provides a summary of potential net savings over the next five years.

Exhibit ES-12
Fiscal Impact Summary

TOTAL 5-YEAR ONE TIME
(COSTS) OR (COSTS) OR
Chapter Description 2015-2016 2016-2017 2017-2018 2018-2019 2019-2020 SAVINGS SAVINGS
1- District Savings $1,000,000 $1,000,000 $1,000,000 $1,000,000 $1,000,000 $5,000,000 $0
Organization and Costs ($8,160) ($8,160) ($8,160) ($8,160) ($8,160) ($40,800) $0
Management Net $991,840 $991,840 $991,840 $991,840 $991,840 $4,959,200 $0
] Savings $0 S0 $0 $0 $0 $0 $0
2 jFducational Costs ($165,115) ($154,835) ($154,927) (5142,897) ($142,897) ($760,671) $0
Service Delivery Net ($165,115) ($154,835) ($154,927) ($142,897) ($142,897) ($760,671) $0
Savings S0 $0 S0 S0 $0 S0 $0
3-Impact of
Charter Schools Costs $0 $0 $0 $0 $0 $0 $0
on MNPS Net $0 50 $0 $0 $0 $0 $0
Savings S0 $0 S0 S0 $0 S0 $0
4-Human Capital Costs $0 $0 $0 $0 $0 $0 $0
Net $0 $0 $0 $0 $0 $0 $0
o Savings $5,000 $5,000 $5,000 $5,000 $5,000 $25,000 $0
5-Financial Costs 50 $0 $0 $0 $0 $0 $0
Management Net $5,000 $5,000 $5,000 $5,000 $5,000 $25,000 $0
Savings $0 $973,818 $973,818 $973,818 $973,818 $3,895,272 $0
Costs ($91,196) ($91,196) ($91,196) ($91,196) ($91,196) ($455,980) ($200,000)
Net ($91,196) $882,622 $882,622 $882,622 $882,622 $3,439,292 ($200,000)
. With Outsourcing
6-Facilities Maintenance and
Energy
Management in
Year 2 ($91,196) $7,218,977 $7,218,977 $7,218,977 $7,218,977 $28,784,712 ($200,000)
Savings $389,593 $389,593 $389,593 $389,593 $389,593 $1,947,965 $0
- Costs S0 S0 S0 S0 S0 SO S0
Zahutntional Net $389,593 $389,593 $389,593 $389,593 $389,593 $1,947,965 $0
Services With Outsourcing in
Year 2 $389,593 $2,141,467 $2,141,467 $2,141,467 $2,141,467 $8,955,461 $0
Savings $0 $0 $730,032 $730,032 $730,032 $2,190,096 $0
Costs ($3,188,100)|  ($3,221,100) ($3,344,100) ($3,467,100) ($3,513,100) ($16,733,500) ($105,000)
8-Transportation Net ($3,188,100)]  ($3,221,100) ($2,614,068) ($2,737,068) ($2,783,068) ($14,543,404) ($105,000)
With Outsourcing in
Year 2 $0 $4,097,300 $4,097,300 $4,097,300 $4,097,300 $16,389,200 50
Savings $1,107,645 $1,107,645 $1,107,645 $1,107,645 $1,107,645 $5,538,225 $0
9-53f<‘;tv and Costs ($28,466) ($28,466) ($28,466) ($28,466) ($28,466) ($142,330) $0
SEeiHy Net $1,079,179 $1,079,179 $1,079,179 $1,079,179 $1,079,179 $5,395,895 S0
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Exhibit ES-12
Fiscal Impact Summary (Cont’d)

TOTAL 5-YEAR ONE TIME

(COSTS) OR (COSTS) OR

Chapter Description 2015-2016 2016-2017 2017-2018 2018-2019 2019-2020 SAVINGS SAVINGS
Savings $18,000 $18,000 $18,000 $18,000 $18,000 $90,000 $0
10-Technology Costs ($165,148) ($165,148) ($165,148) ($165,148) ($165,148) ($825,740) $0
MEREZRmER Net ($147,148) (5147,148) ($147,148) ($147,148) (5147,148) ($735,740) $0
11-Analysis of Savings $0 $0 $0 S0 $0 $0 $0
Educational Costs $0 $0 $0 $0 S0 $0 $0
Spending Net S0 30 S0 S0 30 S0 S0
12- Performance Savings $0 $0 $0 $0 $0 S0 30
Accountability Costs $0 $0 $0 $0 $0 $0 $0
Systems Net S0 S0 S0 S0 S0 SO S0
Savings $2,520,238 $3,494,056 $4,224,088 $4,224,088 $4,224,088 $18,686,558 S0
Costs ($3,646,185)  ($3,668,905) ($3,791,997) ($3,902,967) ($3,948,967) | ($18,959,021) ($305,000)

Net Based on
Rec dations ($1,125,947), ($174,849) $432,091 $321,121 $275,121 ($272,463) ($305,000)

With Outsourcing
Nutrition, in Year 2 $389,593 $2,141,467 $2,141,467 $2,141,467 $2,141,467 $8,955,461 S0

Grand Total With Outsourcing

Transportation in
Year 2 $0 $4,097,300 $4,097,300 $4,097,300 $4,097,300 $16,389,200 $0

With Outsourcing
Facilities and Energy
Management in
Year 2 ($91,196) $7,218,977 $7,218,977 $7,218,977 $7,218,977 $28,784,712 ($200,000)
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CHAPTER 1 - DISTRICT ORGANIZATION AND MANAGEMENT

Effective organization and management of a school system
requires cooperation and communication between elected CHAPTER HIGHLIGHTS
members of the board, the superintendent (or the director of The director of schools is a skilled
schools) and staff, and the governmental entity responsible et vl T el st [y i
f idine fundi The board’ lei | board and stakeholders within and
or proy| |r1g unding support. The qar s rq eisto .set goals outside the School System.
and objectives for the school system in both instructional and :

: . o A broad range of comprehensive
operational areas, establish governance policies, approve academic and social support
plans to implement those policies, and work with the programs administered by the Family
governmental entity to provide the funding necessary to and Community Partnerships
implement those plans. The staff is responsible for managing S 2l s ed

d dav i | . fthe ol d bv th families to overcome personal
ay—to— ay imp ementation of the plans approve Yy the challenges, thereby enhancing

board, and recommending the appropriate modifications to student achievement and personal
ensure the system operates effectively. The superintendent, success.

as the chief executive officer of the system, recommends The School System has an opportunity
staffing levels, programs, and the amount of resources to reduce school administrative costs

by periodically evaluating its assistant

necessary to operate the system and accomplish the board’s S ) .
principal staffing allocations.

goals and objectives. The governmental entity is responsible

for adopting the budget approved by the board and Completing the design of a

performance dashboard would enable

approving any amendments resulting in changes to the the school board to effectively

originally adopted budget. monitor initiatives to improve student
) o achievement and operational

To effectively evaluate the organization and management of performance included in Education

a school system, we review the following functional areas: 2018: Excellence for Every Student,
the School System’s five-year
® governance, strategic plan.

The School System'’s internal
communications plan would be more

e planning;

e district management; effective if it included strategies and
tactics to communicate key messages,
e school management; initiatives, and directives from

executive leadership team meetings
to employees throughout the system.

e community involvement. Adopting a systemwide coupon book

. . . . . sale fundraiser could provide
The interrelationship between these six functional areas 41,000,000 in additional revenue on

contributes to the effectiveness of the overall organization i e besis e cauldl be used] 6n

and management of any school system. projects targeted toward improving
student academic performance.

e communications; and

Metropolitan Nashville Public Schools (the School System),
officially formed in 1963 with the consolidation of the City of Nashville and Davidson County Schools, is one
of 65 departments in the Metropolitan Nashville Government. The Metropolitan Nashville Council, which
consists of 40 council members and the mayor of Nashville, performs the primary governance and
administrative functions for the Metropolitan Nashville Government. The Metropolitan Nashville Council is
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the legislative authority that authorizes and approves the School System’s operating and capital budgets, as
the board of education (the board) has no taxing authority.

The School System encompasses a 533 square mile area and is the second largest school system in the state
of Tennessee, and the 42nd largest school system in the United States, with 82,863 students in 157 schools;
6,326 teachers and certified staff; and 3,795 support staff. The School System has an ethnically diverse
student population, which is 45 percent African American; 32 percent Anglo; 19 percent Hispanic, and 4
percent Asian. Its student population also includes 22,291 English Learners and 55,076 economically
disadvantaged students.

Article 9 of Part |- Charter of the Metropolitan Government of Nashville and Davidson County, Tennessee
details the governance and administration of the School System within the Metropolitan Nashville
Government structure. Accordingly, a nine-member elected board of education governs the School System
and appoints the director of schools, who manages the day-to-day operation and administration. The
School System’s Amended Operating Budget for 2013-2014 totaled $746,420,300 for approximately 8,476
full-time equivalent positions, and its Capital Budget for 2013—-2014 totaled $95,042,000. Exhibits 1-1 and
Exhibit 1-2 present the School System’s Amended Operating and Capital Budget, respectively, for 2013-
2014.

Exhibit 1-1
Metropolitan Nashville Public Schools
Amended Operating Budget for 2013-2014

2013-2014 2013-2014

Budget Line Item Amended Positions Amended Budget
Administration 121.0 S 13,508,700
Leadership and Learning 7,140.9 526,877,200
Attendance and Social Services 95.0 6,859,000
Transportation 842.0 36,021,000
Operation of Plant 64.0 63,116,400
Maintenance of Buildings 208.5 18,636,000
Fixed Charges - 39,897,100
Adult and Community Services 45 450,600
Subtotal 8,475.9 S 705,366,000
Operating Transfers to Charter Schools - 39,454,500
Reimbursable Projects - 1,599,800
GRAND TOTAL 8,475.9 S 746,420,300

Source: Metropolitan Nashville Public Schools Amended Operating Budget, 2013-2014.
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Exhibit 1-2
Metropolitan Nashville Public Schools
Capital Budget for 2013-2014

Project Estimated Cost

SCHOOL ADDITIONS AND NEW BUILDINGS
Antioch Cluster New Elementary School (800) $16,899,000
Granbery Elementary School 12 CR Addition 3,079,000
Madison Middle School 12 CR Addition 3,105,000
Maxwell Elementary School 12 CR Addition 3,079,000
Shayne Elementary School 12 CR Addition 3,079,000
Waverly Belmont Elementary School Addition (600) and Renovation 8,500,000
Sub Total $37,741,000
SCHOOL RENOVATIONS AND REPLACEMENTS
Goodlettsville Middle School Replacement (800) $20,176,000
Julia Green Elementary Site Improvements 275,000
McGavock High School Fire safety Improvements 750,000
Sub Total $21,201,000
DISTRICTWIDE PROJECTS
ADA Compliance and Accommodations $1,000,000
Asbestos, Environment Abatement 1,000,000
Asphalt Paving 1,000,000
Bus Replacement 3,000,000
Casework, Furniture, and Lab Upgrades 1,000,000
Emergency Maintenance, Entry Vestibules 1,200,000
HVAC Upgrades and Replacements 5,400,000
Plumbing and Boiler Upgrades 2,500,000
Roof Repair and Replacement 3,000,000
Security Upgrades 5,000,000
Stadium, Track, and Lighting Upgrades 2,000,000
Technology 10,000,000
Sub Total $36,100,000
GRAND TOTAL $95,042,000

Source: Metropolitan Nashville Public Schools Capital Budget, 2013-2014.

Dr. Jesse Register, director of schools, leads the School System and manages its day-to-day operation and
administration through an executive leadership team consisting of line executives and members of his staff
serving as his assistants. Dr. Register’s direct reports and assistants on his staff comprise the School
System’s executive leadership team. The central office is organized by functional area, while 73 elementary
schools, 33 middle schools, 25 high schools, four alternative schools, four exceptional education schools,
and 18 charter schools. The School System is organized into 12 contiguous clusters that represent specific
school zones and related feeder patterns through which students matriculate from elementary school
through high school. Exhibit 1-3 presents the current organization for the School System.
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In 2009, the School System was on the verge of state takeover because of low-performing schools, and had
not met performance standards contemplated by the federal government’s No Child Left Behind Act of
2001 for six years. According to Education 2018: Excellence for Every Student, the School System’s strategic
plan, an “organization of mistrust and a negative public perception” further compromised and challenged
the School System, requiring the director to initiate an “innovative and aggressive” systemwide reform
effort in May 2009 known as “Metropolitan Nashville Public Schools Achieves.” The Annenberg Institute for
School Reform (Annenberg Institute) described Metropolitan Nashville Public Schools Achieves as “reforms
developed collaboratively through nine ‘Transformational Leadership Groups’ consisting of central office
administrators, principals, teachers, community leaders, and parents who were asked to review data, best
practices, and research to develop reform proposals in eight specific areas.”

The School System qualified for a $40,000,000 Race to the Top grant from the U. S. Department of
Education, which is a contest created to encourage innovative reforms in state and local school system K-12
education. With this funding, the School System applied “significant support and resources to reform
initiatives targeted to improve the system’s collaborative culture, and increase student achievement across
all subgroups of students.”

Exhibit 1-3
Metropolitan Nashville Public Schools
Current Organizational Structure

Metropolitan Board of
Education
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Source: Director of Schools, last revised January 10, 2014.
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Since 2009, the School System experienced success in a number of areas, including posting academic gains
each year and changing the culture of the system by enhancing collaboration at all levels. To further
enhance collaboration at the executive level, in January 2013, the director restructured the School System’s
organization, modifying his span of control by reducing the number of his direct reports to five from 10, and
reducing his cabinet to eight members. Since the director of schools assumed leadership of the School
System and initiated its systemwide transformation through Metropolitan Nashville Public Schools
Achieves, a number of consulting or policy—research organizations have reviewed and evaluated the School
System’s initiatives, including the Annenberg Institute for School Reform at Brown University, the Tribal
Group, and the Lynch School of Education at Boston College. These reviews primarily evaluated
instructional delivery and student performance, but also included the reorganization of the central office,
communication and collaboration throughout the School System, and changes to the culture to support
reform initiatives. Exhibit 1-4 presents a summary of the reviews and evaluations of reform initiatives
conducted since the director of schools initiated the School System reform initiatives in May 2009.

Exhibit 1-4
Consulting/Policy-Research Organizations Evaluating Reform Initiatives
Date

December
2010

Organization
Annenberg Institute for School
Reform at Brown University

Report Title
MNPS Achieves — An
Evaluation Report

Description
Report began a two and one-half year
documentation of Metropolitan Nashville Public
Schools Achieves, designed to capture reform as it
was evolving. Provides a detailed description of
reforms to date, identifies implications for the
School System, and describes how the Annenberg
Institute is continuing to monitor the reform effort
as it deepens in the 2010-2011 school year. Key
findings are related to the structure and function of
Transformational Leadership Groups and changing
the culture of the School System.

November
2011

MNPS Achieves Year 2 — An
Evaluation Report

Report focused on the oversight team consisting of
nine Transformational Leadership Groups;
collaborative culture and capacity building; and
shared understanding of effective teaching and
learning.

Annenberg Institute for School
Reform at Brown University

November
2012

MNPS Achieves Year 3 — An
Evaluation Report

Annenberg Institute for School
Reform at Brown University

Report documented preliminary findings from
surveys of central office staff, building
administrators, and Transformational Leadership
Group members, as well as individual interviews
and principal focus groups. Report outlined
accomplishments, areas of progress and remaining
need, and issues with reforms moving forward.

Lynch School of Education at
Boston College

A Report on the Inspirational
Schools Partnership with the
Metropolitan Nashville
Public Schools

August
2012

Report is an interim review of the Inspirational
Schools Partnership of the Tribal Group, and is
based on 19 interviews conducted with people
influential in leading and implementing the
Inspirational Schools Partnership strategy in the
School System. Key findings are related to
empowering educators to take greater ownership
of school improvements and innovation, as well as
the culture in the School System’s central office.
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Exhibit 1-4
Consulting/Policy-Research Organizations Evaluating Reform Initiatives (Cont’d)
Organization Report Title Date Description
Tribal Group A Report on the Progress December Report provides findings from analyzing
and Next Steps for the 2012 educational outcomes throughout the entire
Inspirational Schools School System, as well as direct review work with
Partnership 34 high-priority schools. The report also includes

key findings from the report issued by the Lynch
School of Education at Boston College. Two of the
four main findings are related to central office
support and school management and
accountability.

Source: Actual Reports from Annenberg Institute for School Reform, Lynch School of Education, and the Tribal Group
provided by Metropolitan Internal Audit.

Each of the reports included in Exhibit 1-4 credited the School System’s reform initiatives with positive
changes in culture and school accountability, and marginal changes in communication and collaboration,
which continue to be a work in progress.
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BEST PRACTICES

Best practices are methods, techniques, or tools that have consistently shown positive results, and can be
replicated by other organizations as a standard way of executing work-related activities and processes to
create and sustain high performing organizations. When comparing best practices, similarity of entities or
organizations is not as critical as it is with benchmarking. In fact, many best practices transcend
organizational characteristics.

McConnell Jones Lanier & Murphy LLP (the review team) identified 33 best practices against which to
evaluate the organization and management of the School System. Of the best practices in this section, 24
were met and nine were not met. Exhibit 1-5 provides a summary of these best practices. Best practices
that the School System does not meet result in observations, which we discuss in the body of the chapter.
However, all observations included in this chapter are not necessarily related to a specific best practice.

Exhibit 1-5
Summary of Best Practices - District Organization and Management

Best
Practice
Number Description of Best Practice Met Explanation

1. Governance. The roles and X The board adopted the John Carver
responsibilities of the board and Policy Governance® model in 2003,
superintendent are clearly defined, and which clearly defines the roles and
board members and the responsibilities of the board and
superintendent have policies to ensure director of schools. See Observation
that they have effective working 1-A.
relationships.

2. Governance. The board works X The board has a slight undercurrent
collaboratively and effectively to fulfill of mistrust because a few of its
their responsibilities for school system members interfere in the day-to-day
governance and oversight. operations of the School System. See

Observation 1-B.

3. Governance. The board and school X The board and School System
system leaders work effectively with leaders work well together;
each other and with educational however, there are board members
partners, including schools, unions, who are concerned with the
state-level associations and parent negative impact of charter schools
groups. on the School System’s budget.

Failure to meet this best practice did
not result in an observation because
the situation is politically-charged
and the report has a section on the
impact of charter schools on the
School System.

1-7
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Best
Practice
Number

Exhibit 1-5

Summary of Best Practices - District Organization and Management (Cont’d)

Description of Best Practice

Met

Not Met

Explanation

4. Governance. The board and X After adopting Policy Governance®,
superintendent have established the board and director of schools
written policies and routinely update implemented board policies related
those policies to ensure they are to Governance Process,
relevant and complete. Board/Director Relationship,

Executive Expectations, and End
Results for Children. See
Accomplishment 1-A.

5. Governance. The superintendent X The director of schools is a leader
provides skillful leadership focusing, on who stabilized the School System,
providing a critical link between the pointed it in the right direction, and
school system and schools, and the earned the respect and trust of the
school system and the community. board, staff, and community. See

Accomplishment 1-B and
Accomplishment 1-E.

6. Planning. The school system has a X The director of schools and his
multi-year strategic plan developed executive leadership team
using a systematic planning process developed the system’s five-year
that engages relevant stakeholders. strategic plan, Education 2018:

Excellence for Every Student with
input from the board and
stakeholders throughout the
Nashville community to develop the
mission, vision, and beliefs used to
develop the plan. However, some
board members reported they
provided feedback for the School
System’s vision, mission, and beliefs
in board work sessions rather than
through a formal visioning process.
See Observation 1-F.

7. Planning. The strategic plan serves as a X The board, director of schools, and

guide for the school system and its
schools, specifying vision, mission,
performance goals, objectives, and
benchmarks and the policies to achieve
each strategic objective.

the executive leadership team use
Education 2018: Excellence for Every
Student as a roadmap to accomplish
the goals for student and system
performance included in the
strategic plan. See Accomplishment
1-C.
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Best

Practice

Summary of Best Practices - District Organization and Management (Cont’d)

Number Description of Best Practice S ERET])]

8. Planning. The school system links its The director of schools, working with
financial plans and budgets to its annual the board and executive leadership
priorities in the strategic plan and its team establishes budget priorities
goals and objectives; and focuses linked to strategies to achieve goals
resources towards achieving those and objectives included in the
goals and objectives. strategic plan. See Accomplishment

1-C.

9. Planning. The strategic plan is The School System has not effectively
communicated effectively, leads to communicated the strategic plan and
understanding, support and action, and related expectations internally.
is evaluated for effectiveness. See Observation 1-G.

10. District Management. The school The School System’s organization
system’s organizational structure has structure has clear lines of authority in
clearly defined units and lines of a relatively flat organization that
authority that minimize administrative minimizes administrative costs. See
costs. Accomplishment 1-D.

11. District Management. The school The director of schools restructured
system’s organizational structure is the School System’s organization to
designed to support student support student achievement and
achievement and district goals. enhance accountability.

See Accomplishment 1-D.

12. District Management. The school Communication among members of
system’s organizational structure is the executive team and between the
characterized by positive, collegial central office and schools is a
working relationships. continuing challenge.

See Observation 1-H.

13. District Management. The School The director of schools and members
system periodically reviews its of the executive leadership team
administrative staffing and makes continue to review administrative
changes to eliminate unnecessary staffing each budget cycle as part of
positions and improve operating its process for monitoring the
efficiency. strategic plan.

See Observation 1-0, 1-P.

1-9
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Best
Practice
Number

Exhibit 1-5

Summary of Best Practices - District Organization and Management (Cont’d)

Description of Best Practice

Met

Not Met

Explanation

14. School Management. The school X The School System is in the initial
System has clearly assigned school stages of implementing school
principals the authority they need to autonomy, as the director of schools
manage their schools effectively while piloted 17 schools in 2013-2014 to
adhering to systemwide policies and begin phasing in school autonomy
procedures. over three years. The majority of

principals must still work through
the Leadership and Learning Division
in the central office to make certain
decisions. See Observation 1-M, 1-
N.

15. School Management. The school X The School System does not have a
system has a process that allows staff, structured school-level process that
parents, and community members at allows the community their schools
the campus level to be involved in serve to participate in School System
school system decision-making. decision-making. Also, the director

of schools has a Parent Advisory
Council that meets every other
month at the system level. See
Observation 1-L.

16. School Management. The school X Through its lead principal network,
system holds school administrators the School System uses executive
accountable for their performance in and network lead principals to
achieving school, system, and state mentor, coach, and evaluate school
educational goals. principals. See Accomplishment 1-F.

17. Communications. An effective X The Communications Department
administrative infrastructure is in place has an effective organizational
to promote and support internal and structure that is appropriately
external communication to staffed. Staff members understand
stakeholders and constituents. their roles and responsibilities and

are effective at communicating to
stakeholders overall. See
Accomplishment 1-H.

18. Communications. A documented X While the Communications

Communications plan exists to drive
and ensure effective communication to
both internal and external stakeholders.

Department has developed a
Communications plan, it lacks goals,
objectives, and quantifiable
measures. Additionally, no process is
in place to evaluate the plan and
obtain feedback from stakeholders.
See Accomplishment 1-H.
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Exhibit 1-5
Summary of Best Practices - District Organization and Management (Cont’d)

Best
Practice
Number Description of Best Practice Met Not Met Explanation
19. Communications. The school system X The Communications Department

has an extensive list of key stakeholders maintains a broad list of community
that represent a broad cross-section of stakeholders for the purpose of
parents, community/civic/business and community outreach. This list was
political leaders that it can draw upon provided to the review team and
for stakeholder input when needed. utilized to obtain stakeholder input

to evaluate the School System’s and
the department’s constituency base.

20. Communications. The school system X The Communications Department
consistently engages in effective two- has documented evidence of a broad
way communications and strives to range of communications channels
provide transparent information to used to reach stakeholders. The
stakeholders. Customer Service unit within the

department also assists with
ensuring stakeholders obtain needed
information expeditiously and have a
formalized vehicle for prompt
problem resolution.

21. Communications. Critical oral, written, X The Communications Department
and electronic communication is provides a wealth of information to
disseminated in the native language of stakeholders via the website, flyers,
non-English speaking parents when robo calls, and social media in multi
appropriate. languages.

22. Communications. The school system X The Communications Department is
has a procedure in place that it is in responsible for responding to
compliance with processing public requests filed pursuant to the
information requests. Tennessee Open Records Law and

has a process to ensure compliance
with the law. Thirty-three formal
requests for information were
received from August 2013 through
January 2014 and all but one request
was processed within the required

timeframe.
23. Communications. The school system X The Communications Department
has a crisis communication plan in has a “stand alone” Crisis
place. Management plan and crisis

management protocols are also
addressed in the department’s 2013
Communications Guide.
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Best

Practice

Exhibit 1-5

Summary of Best Practices - District Organization and Management (Cont’d)

Number Description of Best Practice Met Not Met S ERET])]

24. Communications. The school system X The Communications Department has
regularly evaluates communication no formal process in place for
strategies and functions to ensure evaluating existing communications
effectiveness. strategies. See Observation 1-Q.

25. Communications. The school system X The Communications Department has
has a feedback mechanism in place to no formal process in place for
gauge stakeholder perceptions of obtaining feedback from stakeholders.
communication effectiveness. See Observation 1-Q.

26. Community Involvement. The school X The Family and Community
system has an effective administrative Partnerships Department has a
infrastructure in place to promote and comprehensive complement of
support effective parent and community involvement programs.
community involvement initiatives.

27. Community Involvement. Major X The Family and Community
community involvement programs such Partnerships Department has created
as parental advocacy and academic/ and implemented a wide variety of
social support service organizations are support services. These include: the
in place to facilitate positive academic Community Achieves Program, Parent
performance/achievement. University, Hero Program, Bringing

Justice to You, Before and After
School Programs, and Career and
Family Resource Centers.

28. Community Involvement. The school X Several key local Nashville

system has established a strong
network of community and business

partners to leverage valuable resources.

organizations such as Alignment
Nashville, PENCIL Foundation,
Nashville Chamber of Commerce,
Nashville Afterschool Alliance, and the
Mayor’s Office of Children and Youth,
and representatives from the majority
of Nashville higher education
institutions and local business
partners work together to provide
education-based community support
services for the School System.
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Best
Practice
Number

Exhibit 1-5

Summary of Best Practices - District Organization and Management (Cont’d)

Description of Best Practice

Met

Not Met

Explanation

29. Community Involvement. The school X The PENCIL Foundation provides this
system has established policies, service for the School System.
procedures, and guidelines for parent PENCIL assists the School System
and community volunteers including with securing volunteers, conducting
background checks and volunteer background checks, training
training requirements to ensure both volunteers and school staff, as well
the volunteers and schools have a as policies and procedure to guide
positive experience in a safe and secure and facilitate working together.
environment.

30. Community Involvement. Each school X While PENCIL assists all schools with
has a complement of parent volunteers securing volunteers and community
and community partners that provide partners, many schools have Parent
additional support and resources for Advisory Committee members and
learning. many do not. Parent Advisory

Committee members serve a useful
role in providing input for individual
school needs. See Accomplishment
1-K.

31. Community Involvement. The school X The PENCIL Foundation performs this
system has a tracking mechanism in function for the School System. See
place to document the number of Accomplishment 1-K.
volunteers, volunteer hours, and
monetary and in-kind donations
contributed.

32. Community Involvement. The school X The Nashville Public Education

system has an external fundraising unit
to assist with soliciting and attaining
donations and contributions to
supplement/expand resources.

Foundation performs this function
and has raised more than
$12,000,000 over the past five years
for the School System. See
Accomplishment 1-L.
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Exhibit 1-5
Summary of Best Practices - District Organization and Management (Cont’d)

Best
Practice
Number Description of Best Practice Met Not Met Explanation
33. Community Involvement. The school X The Family and Community
System evaluates community Partnerships Department has
involvement programs on an annual established goals and measures
basis to ensure effectiveness. success against these goals. The

Department evaluates the largest of
its programs on a regular basis.
However, the evaluation process
could be further improved by
measuring the cost effectiveness of
its programs to ensure staff and
other resources are used optimally.
See Observation 1-S.

Source: McConnell Jones Lanier & Murphy LLP Review Team.
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ACCOMPLISHMENTS

ACCOMPLISHMENT 1-A

The board adopted John Carver’s Policy Governance® model in 2003 in an effort to improve its existing
governance structure and enable the board to focus on larger issues confronting the School System.

The Policy Governance® model is essentially a “hands-off” governance model in which the board sets broad
policy parameters, allows the director of schools to freely operate within those parameters, and holds the
director of schools accountable for results.

After adopting John Carver’s Policy Governance® model, the board customized the model to best fit its
needs-restructuring its policies to reflect the guiding principles of Policy Governance® and integrating those
principles throughout board policies divided into four categories:

e Governance Process (GP Policies) — How the board will do its job.

e Board/Director Relationship (B/DR Policies) — Includes evaluation expectations for the director of
schools.

e Executive Expectations (EE Policies) — Sets administrative expectations.
e End Results for Children (E Policies) — Desired outcomes for children.

The board policies clearly define the roles and responsibilities of the board and director of schools, and
define the board’s expectations of the director of schools. For example, policies related to the Governance
Process and Board/Director Relations are the responsibility of the board and policies related to
Expectations and End Results for Children are the responsibility of the director of schools. The board
reviews its Governance Process and Board/Director Relationship policies annually, while it monitors
Executive Expectations and End Results for Children policies through the director of schools’ work.

By clearly defining the roles and responsibilities of the board and director of schools, and articulating those
roles and responsibilities in well-constructed policies, the School System’s board encourages and sustains
an effective, team-oriented working relationship.

ACCOMPLISHMENT 1-B

The director of schools is a skilled leader who is well respected by the board and stakeholders within and
outside the School System.

Dr. Register joined the School System in January 2009 when it was on the brink of state takeover because of
low performance of a majority of the schools within the system. The director of schools stabilized the
School System’s bureaucracy, leading it to place in the state of Tennessee’s second highest achievement
category for public schools in 2013, placing it in the top third of Tennessee school districts.

One board member said: “the director of schools is trusted by the board because he is an effective leader,
good manager, and an excellent communicator—there are no secrets with him. He understands the need
to keep the board informed at all times. The board had the right person at the right time; the School
System is positioned for success.”
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A majority of board members spoke admiringly of how skillfully the director of schools navigated the
perilous political waters engulfing the internal and external stakeholder communities, gaining the
confidence of central administrators, principals, teachers, parents, community members, and members of
the business community. Further, the director of schools devoted considerable resources to the
Inspirational Schools Partnership with the Tribal Group and the Annenberg Institute for School Reform at
Brown University to strengthen the link between the central office and schools through innovative
programs to boost student achievement.

ACCOMPLISHMENT 1-C

In September 2013, the board adopted Education 2018: Excellence for Every Student, the School System’s
comprehensive five-year strategic plan that the director of schools and executive leadership team
created in collaboration with the board and the stakeholders.

The strategic plan is the culmination of extensive reform efforts to improve student achievement and
restore the credibility of the School System. It clearly articulates the vision and mission of the School
System, emphasizes “personalized learning” as a lever of change, and includes specific student
performance and system performance goals to be achieved using three distinct strategies: 1) quality
teaching; 2) equity and excellence; and 3) transformational leadership. The plan outlines three specific
objectives for each strategy that are linked to the student and system performance goal categories.

The School System uses its strategic plan as a guide to ensure all schools and central office divisions tailor
activities to achieve student and performance goals to execute the mission, vision, and beliefs. The plan
seamlessly links student performance goals and objectives to measurable outcomes, and all division
budgets. Accordingly, the School System uses the strategic plan to establish annual priorities, and it
allocates budget resources based on those priorities.

Comprehensive strategic plans are important because they enable the School System to focus on specific
goals and objectives, and the strategies necessary to achieve them. Measurable outcomes and key
performance indicators included in the plan allow the managers and executive leadership team to monitor
actual versus planned performance.

ACCOMPLISHMENT 1-D

The director of schools restructured the School System’s organization to support student and system
performance goals included in the long-term strategic plan.

The director of schools reorganized the School System to support student achievement and system
performance goals included in the strategic plan in January 2013. The old organization did not effectively
support Education 2018: Excellence for Every Student, which is the culmination of reform efforts underway
in the School System since May 2009. Under the previous organizational structure, the director of schools
had a span of control of nine direct reports, plus a director of Communications on staff. This span of control
did not reflect a coordinated effort for student achievement and did not include functions to coordinate
accountability for measurable outcomes to improve student achievement and operational performance.
Exhibit 1-6 presents the School System’s previous organizational structure.
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Exhibit 1-6
Metropolitan Nashville Public Schools Previous Organizational Structure
December 2012

Source: Metropolitan Nashville Public Schools, Office of the Director of Schools, June 2014.

The director of schools restructured the previous organization to establish one unit to oversee all schools
and innovative teaching and learning, with other School System departments designated as support
services units and expanded the organization to include a strategic planning and management function, as
well as an accountability and program results management function. Exhibit 1-3, presented earlier in this
chapter, is the School System’s restructured organization which achieves the following goals:

consolidates all schools, teaching and learning functions, and the Office of Innovation (which works
with charter schools) in the academic unit under the oversight of a chief academic officer who reports
directly to the director of schools;

designates all other operational functions as units providing support services to achieve student
performance and system performance goals included in the strategic plan;

creates a strategic planning and management function within the Office of the Director of Schools to
monitor the implementation of initiatives in the strategic plan;

creates a program results management function within the Office of the Director of Schools to work
with the executive leadership to provide accountability for results by developing key performance
indicators to track and monitor measurable outcomes from initiatives included in the strategic plan;
and
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e reduces the span of control to five direct reports to the director of schools from 10.

The School System’s restructured organization now reflects best practices as it has clearly defined units,
clear lines of authority, and supports the implementation of strategic initiatives necessary to achieve
student and system performance goals included in the strategic plan.

ACCOMPLISHMENT 1-E

The board designed a comprehensive evaluation tool that links the director of school’s annual evaluation
to measurable outcomes included in Education 2018: Excellence for Every Student, the School System’s
five-year strategic plan.

The board designed the director of school’s two-part evaluation tool to assess his performance in executing
strategies included in the School System’s five-year strategic plan that continuously improve student, adult,
and system performance outcomes. In Part |, the board, in collaboration with the director of schools,
aligned the comprehensive evaluation tool with the five key outcome areas included in the strategic plan:
1) Student Performance; 2) System Performance; 3) Quality Teaching Strategy; 4) Equity and Excellence
Strategy; and 5) Transformational Leadership Strategy. The evaluation tool gauges the director’s
performance in each of these areas with key performance outcomes related to 13 student outcome goals,
three systemwide strategies, and nine objectives.

Each outcome area has specific, measurable outcomes that seamlessly link to school improvement plans
and divisional action plans that include yearly targets, which determine the director of school’s overall
performance against expected goals and outcomes included in the strategic plan. These school
improvement plans and divisional action plans form the foundation to quantitatively measure the director
of school’s performance in executing the elements of the strategic plan, which are equally linked to the
School System’s mission, vision, and beliefs.

Part Il of the evaluation tool is a “Behavioral Competency” section that measures the director of school’s
competency with “soft skills,” including:

® Courage,

leading transformational change;

e executive disposition;

driving execution; and
e operational decision-making.

The benefits of this comprehensive, well-designed evaluation tool accrue to both the board and director of
schools, as each contributed to and understands the foundation for managing expectations and evaluating
the director of schools’ performance. Moreover, linking the director of schools’ performance to the
system’s strategic plan elevates student achievement, system performance, and enhances communication
and trust between the board and director of school, which is essential to a productive working relationship.
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ACCOMPLISHMENT 1-F

The School System implemented an innovative “school-to-school network” of lead principals to empower
principals in the School System’s most successful schools to serve as mentors for principals in
elementary, middle, and high schools throughout the system.

The director of schools consulted with the Tribal Group, a consulting firm from the United Kingdom, to
implement an innovative school-to-school network of outstanding principals who “use their skills and
experiences to support schools in challenging circumstances.” Branded as Network Lead Principals, the
director of schools and chief academic officer modeled the network after the Raising Achievement
Transforming Learning network in the United Kingdom, which successfully used mentors to bolster
principals’ confidence that real improvements could occur in their schools based on their knowledge and
prior experiences.

The network lead principals concept, as designed for the School System, uses seven executive lead
principals and 11 network lead principals to coach principals and ultimately improve student outcomes in
schools led by the principals they mentor. These network principals are accountable for outcomes in their
own schools, as well as for outcomes in the network schools with which they work. Because they have this
accountability, the director of schools and chief academic officer provided these 18 principals with budget
f